1. Introduction 1. Introduction 1. Introduction 1. Introduction For many years, it has been recognised that the Internet's power, scope and interactivity provide retailers with a unique opportunity to transform their customers' shopping experience [Amit & Zott, 2001 ; Dennis et al, 2004; Evanschitzky et al, 2004; Doherty & Ellis-Chadwick, 2006] . In particular, its ability to provide information, facilitate two-way communication with customers, collect market research data, promote goods and services and ultimately to support the online ordering of merchandise, provides an extremely rich and flexible new retail channel [Basu & Muylle, 2003 ]. In so doing, the Internet gives retailers a mechanism for: broadening target markets, improving customer communications, extending product lines, improving cost efficiency, enhancing customer relationships and delivering customised offers [Srinivasan et al, 2002] . Indeed, such a rich variety of potential rewards have driven the uptake of on-line shopping to the extent that it is estimated to be the fastest growing area of Internet usage [Forsythe & Shi, 2003] . Despite the Internet's apparent commercial potential, when the 'dot.com bubble' burst in 2001, many of the electronic marketplace's pioneers were driven into insolvency, due to their unrealistic business models. However, electronic commerce is now enjoying a second period of significant -and probably more sustainable -growth, but it now tends to be the established retailers, rather than the 'dot.coms' who are playing the more dominant role [Tankansen et al, 2002] . However, there is also much evidence that for many retailers success is proving to be rather more elusive, as web traffic does not always readily translate into improved turnover and increased profitability [Phan, 2004; Evanschitzky et al, 2004] . Against this backdrop, there is a pressing need for empirical studies that shed light on the on-line strategies currently being adopted by commercial organizations, the factors affecting their adoption and perhaps most importantly the degree to which they are perceived to be successful.
The research presented in this paper critically evaluates the on-line strategies being adopted by large UK-based retailers, the factors that affect their adoption and the degree to which they are ultimately successful. In so doing, it was envisaged that we would be able to identify those managerially actionable factors affecting the adoption and success of on-line strategies. The following section of this paper reviews the background literature for this study, before describing the research methods adopted, in section three. The research results are presented in a series of tables that are discussed in the fourth section, whilst their importance and implications are assessed in the concluding sections.
Conceptual Background and Research Objectives Conceptual Background and Research Objectives Conceptual Background and Research Objectives Conceptual Background and Research Objectives
This section aims to review existing literature with respect to the three constructs that form the study's primary focus, namely the drivers, scope and success of e-commerce strategies. However, as two of these constructs [drivers and scope] have been jointly addressed in a number of previous studies [Doherty et al, 2003; Gibbs & Kraemer, 2004; Wymer & Regan, 2005] , they will be reviewed together. In critically reviewing the literature, the motivations and academic justification for this research will be established.
The Drivers and Scope of E-commerce Strategies
Prior studies of the on-line strategies adopted by retailers have embraced a wide variety of different perspectives. For example, many researchers have explored the ways in which the Internet offers contrasting strategic opportunities, to traditional retail formats, which can be used to help establish how retailers can unlock its potential [Hart et al, 2000 , Levenburg, 2005 . The likely growth and dispersion of online markets has also attracted significant attention from researchers [Pavitt, 1997 , Ellis-Chadwick et al, 2002 . Another significant strand of research has sought to explore the likely economic impact of online markets, and how internet-based electronic marketplaces might affect pricing and competition [Wood et al, 2005; Zhoa, and Cao, 2004] . Furthermore, opportunities created by changing channel relationships are another aspect of the Internet's potential which has been explored, particularly in terms of the effect of changing power structures within the supply chain as power shifts towards the consumer [Priluck, 2001] . Finally, as online shopping has grown, the Internet's potential to transform or even replace physical retail operations has been debated [Burt and Sparks, 2003; Ring and Tigert, 2001 ].
To date, the adoption of the Internet amongst retailers has been characterised by a high degree of variability. Whilst some retailers have been relatively aggressive, developing sophisticated websites that target a wide range of markets with extensive product portfolios, others have been far more timid either developing small scale, experimental applications or completely ignoring the Internet's potential altogether [Ellis-Chadwick et al, 2002] . Consequently, a number of researchers have sought to explore the factors that might explain the differing levels of adoption, witnessed with respect to on-line retailing [Teo & Tan, 2002; Zhu et al, 2003; Wymer & Regan, 2005] . Indeed, it has been suggested that there are a variety of factors that have a significant affect on the level and extent to which retailers use the Internet as a channel to market. For example, the Internet's capacity to deliver tangible economic gains [Vijayasarathy and Tyler, 1997] ; the relative advantages of trading online [Hart et al, 2000] ; the fit between company product and target market [O'Keefe et al, 1998 ] and the appropriateness of a company's knowledge and resources [Lee and Brandyberry, 2003 ] have all been found to influence adoption levels.
The Success of E-commerce Strategies
Whilst a significant amount of research has focused upon the success of e-commerce strategies, it has typically adopted a customer-centric orientation: that is it aims to measure the consumers' attitudes and reactions to a variety of different elements of the retailers' strategic positioning, as manifested through the design of their web-sites. Indeed, a multitude of studies have now been conducted that explore the impact of a variety of independent variables, such as ease of use, perceived control, interactivity, and shopping enjoyment on a range of different dependent variables, such as perceptions of site quality, customer loyalty and intention to continue shopping on-line [Wolfinbarger and Gilly, 2003 ]. More specifically, Szymanski and Hise [2000] investigated the impact that the consumers' perception of convenience, merchandising, site design and security might have on their overall satisfaction with a particular web-site. In a similar vein, the antecedents of customer loyalty, such as service quality, trust, value and satisfaction, have also been investigated [Harris and Goode, 2004; Rafiq and Fulford, 2005] . Other researchers have sought to perform detailed studies of the role that the consumers' experiences of single aspects of the retailers' online offerings, such as 'e-tail store image' [Wilde et al, 2004] or 'store layout' [Vrechopoulos et al, 2004] , might have on their shopping behaviour.
By contrast, the literature with regard to the perceived or actual effectiveness of retailers' web strategies appears to be considerably less extensive. There are a reasonable number of case studies of the success and failure of e-commerce initiatives [Golden et al, 2004; Duffy, 2004; Lunce et al; , but few researchers have attempted to survey on-line retailers, to determine the extent to which they perceive their on-line offerings to have been successful. One important piece of empirical work that has been conducted with respect to such benefits has been conducted by Zhuang and Lederer [2003] . However, their study focuses primarily upon the benefits of on-line retailing, and does not therefore also explore the determinants of success.
Critique of Literature and Research Objectives
The recently published works addressing adoption factors both specifically within the retail sector, and more widely within the e-commerce domain, provide evidence to suggest that there are a number of different factors affecting Internet adoption. However, this body of literature can be criticised in a number of key areas. For example, whilst a number of factors -such as management support, competitive pressures and technical infrastructure -are frequently cited, there is still much variability between studies. Consequently, there is a need for more studies in this domain, particularly ones which are very tightly bounded, so that the influences of country, sector and organisational size can be more effectively understood. Moreover, most existing studies can be criticised for adopting fairly simplistic dependent variables, to determine whether or not organisations have adopted e-commerce. In the early day of electronic markets, when many organisations had yet to develop a web presence, such measures could be defended. However, in the current situation where the majority of organisations have already gone on-line, more sophisticated measures, which establish the scope and intensity of an organisation's engagement with the Internet, are required. Finally, and most significantly, existing studies can be criticised, because they focus almost exclusively on the factors that affect adoption, rather than the factors that might ultimately influence a web-site's commercial success.
Against this backdrop, an extensive research study was initiated that sought to explore the ecommerce strategies being initiated amongst UK-based retailers, in terms of their drivers, scope, and ultimately their success. More specifically, the objectives of our study were as follows:
1. To derive a number of distinct factors that are likely to affect the adoption of the Internet.
2.
To explore the nature of the relationship between each of the derived factors and the resultant level of Internet adoption.
3.
To explore the nature of the relationship between each of the derived factors and the resultant level of e-commerce success.
To evaluate the relationship between the level of adoption of the Internet and the perceived
success of e-commerce initiatives.
It was envisaged that by addressing these four objectives, important insights into how retail organisations should approach the task of developing an Internet strategy might be generated.
Furthermore, the experiences of retail companies in the UK would allow comparisons to be made with studies from a variety of other countries and sectors. The following sections of this paper describe and discuss the primary research that was undertaken to explore the four research objectives.
Research Method Research Method Research Method Research Method
It was felt that a questionnaire-based study should be used to investigate the research objectives, as this approach is best suited to the generation of results, which are generalisable in terms of their host population [McGrath, 1992] . The aim of this section is to review the process by which the questionnaire instrument was developed, validated and ultimately targeted and distributed.
Design of the Internet Retailing Questionnaire
In order to address the four research issues highlighted in section 2 it was necessary to develop a series of measures that would adequately describe an organisation's level of Internet adoption and the factors that had influenced it. To maximise the reliability and validity of the research instrument, and to strongly embed the research within the existing literature, each of the initial questions were derived from the literature. The research questionnaire was then further developed through an iterative process of review and refinement, and it was ultimately divided into four major sections, each of which is briefly reviewed below:
Respondent classification:
The first section was designed to record the organisation's product activity sector, channel mix, and its size. Moreover, respondents were asked to provide a profile of their target customers, in terms of occupational grouping, age range and gender.
Drivers of e-commerce strategies:
In order to understand the factors that influence retail organisations to implement a particular form of Internet strategy, respondents were asked to critically consider those drivers that might have influenced this decision. More specifically, the section on potential drivers was divided into three sub-sections: inhibitors / facilitators, potential benefits and perceived risks. Each driver was operationalised using a seven-point Likert scale, which respondents' used to indicate their level of agreement / disagreement to the proposition that a particular driver had been influential. The set of measures was derived from the rich body of existing literature [Doherty et al, 2003; Gibbs & Kraemer, 2005; Wymer & Regan, 2005] .
Tables A1 -A3, in Appendix A, which are used to present the results of the factor analysis, also explicitly identify each of the item measures.
Scope of e-commerce strategies:
To explore the range of Internet activities being deployed, each responding retailer was asked to detail the scope of their Internet activities, based upon prior studies of web-site content [Elko, 2000; Basu & Muylle, 2003; Dennis et al, 2004] Accordingly, respondents were asked to evaluate the extent to which they had implemented each of a number of common on-line retailing activities, such as on-line sales, order tracking or facilities for returning customers [ see appendix A4]. Each measure was operationalised using a 7-point Likert scale, ranging from 'no activity planned', through to 'already fully active'.
Success of e-commerce strategies:
One of the most important and novel aims of our study was to assess the extent that UK-based retailers judged their portfolios of web-based offerings to be successful. To this end, a series of item measures [see appendix A5], operationalised using 7 point Likert scales, was derived from the literature [Mirchandani and Motwani, 2001;  Wilson-Jeanselme and Reynolds, 2005] .
The relationships to be explored amongst these constructs are presented in our conceptual model [see figure 1 ].
Questionnaire validation and targeting
Before widely distributing a survey, it is important to subject it to extensive testing and validation to establish its potential effectiveness and to avoid mistakes in questionnaire design [Hague, 1987] .
The initial validation of the research instrument consisted of a series of pre-tests. A target group of ten appropriate individuals, including subject specialists, academic experts and retailers, were given draft copies and asked to critically review, and where appropriate complete the questionnaire. After completion, de-briefing interviews were conducted. Individual questions were discussed to eliminate ambiguities, identify missing response categories and to check the validity of the content. After this round of interviews a number of changes were made to enhance the wording and structure of individual questions and layout of the questionnaire.
Having developed and tested the research instrument, it was necessary to establish an appropriate sampling frame to target the UK's leading retailers. Consequently, we chose to target this study, at those UK-based retail organisations that have an annual turnover in excess of £5 million, to ensure that all the most influential retailers were included. The FAME Directory, which provides a comprehensive list of, and significant details about all UK-based commercial organisations, was used to construct the sampling frame, and ultimately 1168 organizations were identified which met our inclusion criteria.. In common with previous studies [Doherty et al, 2003; Teo & Tan, 2002] , it was anticipated that the individuals most likely to be able to provide full and meaningful responses to our questionnaire would be senior marketing executives. Consequently, we decided to target the This section presents a discussion of the research results relating to the four specific research objectives proposed earlier.
Data reduction through the Identification of factors
Given the high number of variables, as identified in the variable sets presented in Appendix A, factor analysis was used to establish whether this data could be consolidated into a smaller number of distinct factors. Factor analysis is a means of summating information contained in a large number of variables into a smaller set of new composite factors, with a minimum loss of information [Hair et al, 1997] . To simplify interpretation, independent factor analyses were run on each of the five variable sets. The ratio of the number of variables to the sample size is an important prerequisite for factor analysis success. Hair et al, [1997] suggest that the minimum for an acceptable ratio is at least five observations for each variable included in the analysis. In this study, the ratios of responses to variables were all comfortably over this threshold, ranging from 6.5:1
[inhibitors and facilitators], through to 14.9:1 [potential risks]. Furthermore, it was established that the measure of sampling adequacy (MSA) scores, for each factor, as measured using the KMO & Bartlett's test of sphericity, were all well within tolerance. Consequently, it was confirmed that factor analysis was an appropriate tool to use in these circumstances.
Principal components factor analysis, with a varimax rotation, was the chosen method for the factor analysis, as it is easier to interpret the results Hair et al, [1997] . The application of the 'Scree' test and a review of the 'Eigen' values were used to determine the most statistically significant number of factors for each of the variable sets. Ultimately, a total of fourteen factors were identified from the five variable sets, each of which was given a factor name, which was chosen to best represent the nature of its constituent items. The factor names, loadings, and associated 'Eigen' values, for all variable sets are presented in Appendix A. Having successfully isolated and named fourteen distinct factors, it was also important to test their validity and reliability. The internal reliability of each factor was, therefore, examined using Coefficient 'alpha'.
Ideally, alpha scores should exceed 0.70, although scores of 0.60 and above are acceptable [DeVellis, 1991] . In this instance, twelve of the factors can be classed as 'ideal' (factors: 1, 3-4 & 6-14), whilst the remaining two can be classed as 'acceptable' (factors: 2 & 5).
The relationship between the drivers and scope of Internet adoption
The relationship between the ten derived factors, which represent the drivers of Internet adoption, and the two factors that measure the scope of Internet adoption was explored using a multiple regression analysis. Multiple regression analysis was deemed appropriate, as the data met the assumptions for a regression analysis and the ratio of independent variables to cases was 10.4:1, which comfortably exceed the threshold value of 5:1 [Hair et al, 1998 ]. A 'stepwise' regression approach was adopted, to allow the contribution of each independent variable to be assessed iteratively. As can be seen from the results of this analysis [table 1 ], a highly significant regression model could be found to explain both the adoption of the Internet in support of on-line sales, and its level of adoption for the purpose of on-line marketing. In the case of the analysis for on-line sales, 'strategic fit' was found to be the most significant variable, as its explanatory power was found to be three times greater than the other three variables in the equation: 'cost concerns', 'market development potential' and 'management support'. The results of the regression analysis that treated on-line marketing as its dependent variable was rather easier to interpret, as it included just two independent variables, namely 'management support' and 'customer relationship potential', both of which were highly significant, and offered very similar levels of explanatory potential. When comparing the drivers of Internet adoption for on-line sales with those for on-line marketing, it is interesting to note that only 'management support' significantly influences both: it can be inferred that retailers are unlikely to embark upon an Internet strategy unless senior managers are fully committed to the initiative. It is also instructive to explore where the drivers of Internet adoption differ. A significant web presence for on-line sales requires the retailer to believe that such a venture will fit well with their wider corporate strategy whereas, the on-line marketing capability is being driven by the organisations' belief about the site's potential to deliver enhanced customer relationships.
The relationship between e-commerce drivers and the success of e-commerce strategies
A multiple regression was also conducted to investigate the relationship between e-commerce drivers and the success of e-commerce strategies. As can be seen from the results of this analysis [table 1 ], a highly significant regression model could be found to explain both the extent of the success enjoyed in terms of cost benefits and the success that was realised in the form of marketing benefits. In the case of the analysis for cost benefits, the 'resources / capabilities' was found to be the most important, in terms of its explanatory power, with: 'cost reduction potential' cost concerns', 'channel disadvantages ' and 'strategic fit' all also having important roles to play in determining the extent of the cost benefits realised. In the case of analysis of the determinants for marketing benefits to be realised, the most important variable, both in terms of its significance and the strength of its explanatory power, was the perceived ability of the Internet to facilitate more effective 'customer relationships'. However, four other independent variables were also found to have had a significant influence on the realisation of marketing benefits, namely 'resources / capabilities', 'market development potential', 'cost concerns' and 'customer relationship potential'.
The key role of 'resources / capabilities' can be seen both in determining the extent of cost and marketing benefits, which is perhaps not surprising, as no major strategic initiative is likely to survive without being supported by an appropriate mix of human, financial and physical resources.
The rather more surprising driver, that was also common to both regression models, was the 'cost concerns' factor: a retailer will only enjoy a high degree of success if they are not burdened with significant doubts about the financial security of their venture.
The Relationship between levels of Internet adoption and the resultant success of e-commerce strategies
The final area, in which we hoped to make a contribution to the literature, was with respect to the relationship between the level of Internet adoption, and the extent to which the initiative is perceived to have been a success. The results of the correlation analysis [ The results of these analyses suggest that organisations that have made significant progress in the development & operation of an on-line sales capability will also have been very active in respect of their on-line marketing functionality. Moreover, it has been shown that the successful realisation of cost benefits is likely to be accompanied by success in the delivery of marketing oriented benefits.
However, probably the most important of the results relates to the close association between
Internet adoption and e-commerce success: the most successful on-line operators will be those who have developed and implemented the most comprehensive and sophisticated web-sites. This wide-ranging empirical study makes a number of important contributions, to the retailing literature. In so doing, this study exhibits a number of novel features: it is one of the first surveybased studies to employ a sophisticated and comprehensive measure of Internet adoption, and it is one of very few to explicitly attempt to measure the perceived success of the retail community's web offerings. Moreover, it is unique in that it explores the antecedents of perceived success as well as adoption, and then goes on to provide an innovative appraisal of the relationship between
Internet adoption and e-commerce success.
In terms of the study's findings, it is probably the comparison of the drivers of Internet adoption and e-commerce success, where the most significant contribution is made: whilst the retailers' level of
Internet adoption is primarily influenced by the strength of management support behind the strategy and the perceived strategic fit of the initiative, the key driver of success is the degree to which the retailer has a portfolio of resources and capabilities that are well suited to the on-going operation and effective management of a web-site. Moreover, the finding that there is a very strong, positive association between Internet adoption and e-commerce success is very important, as it suggests that a significant level of e-commerce success will only be registered once a comprehensive and sophisticated web-site has been deployed. The study's findings also make important contributions to the wider Internet diffusion literature, as the use of perceived success as a dependent variable has rarely been used in this context before.
These findings offer a number of important implications for managers within the retail sector. More specifically, managers should be aware of the subtle differences between the drivers of adoption and determinants of success: it might be best to launch e-commerce initiatives only when the strategic circumstances are favourable and when they enjoy the full support of the management team, whilst the chances of a successful outcome are more likely to be influenced by the development and deployment of appropriate resources and capabilities. The close relationship between Internet adoption and e-commerce success should also be of interest to retail managers, as this indicates that success is unlikely to stem from half-hearted or partial strategies of Internet adoption. The findings of this study should also be of interest to the researcher, as it has identified and validated many new variables, which might be usefully incorporated in future research. In particular, the novel conceptualisation and operationalisation of our two dependent constructsInternet adoption and e-commerce success -could be applied both within retail-specific studies, as well as more widely within the on-going study of the adoption, usage and diffusion of the Internet.
Research into the adoption of innovative technology, within the organisational context, is an ambitious undertaking, and therefore contains a number of inherent limitations. In particular, we were rather disappointed with the survey's response rate. However, this is perhaps not surprising given that we were asking some fairly sensitive questions, particularly those relating to a web-site's success. Moreover, the adoption of the survey format restricted the range of issues and constructs that could be investigated. There is also potential response bias associated with the 'single- This empirical study has applied rigorous statistical methods in the development of a taxonomy of distinct and meaningful factors that have been used to explore the drivers, scope and success of ecommerce strategies, within the UK, retail sector. More specifically, the results suggest that that senior management commitment, strategic fit and the deployment of appropriate resources and capabilities can all have a role to play in the level of Internet adoption, and its ultimate success.
Such insights are of particular importance at this period of time, when many organisations are still developing or extending their web presence. Whilst the findings will be of most significance to those organisations operating within the UK retail sector, it is likely that they will also be of interest to companies in other countries that have still to establish a significant web presence. Finally, given that the Internet is an increasingly important, highly dynamic and global phenomenon, it is important that a variety of follow-up studies are conducted. In particular, it is important that similar studies are conducted in a range of sectors, within a variety of countries to identify areas of commonality and variation, in terms of the factors influencing Internet adoption. Appendix A: Appendix A: Appendix A: Results of the Factor Analyses Reduction in future investment in fixed location stores .561
Low running costs for the operation of the Internet .870
Increased trading hours e.g. 24 hours a day 365 days a year .672
The flexibility to personalise the company's offering .826
Increased access to global consumer markets .814
The potential to market a wider product range .679
A new means of collecting richer customer information .618
Improved quality of communication with customers .777
The opportunity to develop customer relationships . 
Channel drawbacks
High cost of running on-line and off-line operation.
.935
Concerns about the Internet's technical reliability .832
High cost of the logistical support of on-line sales operation. .823
Consumer's perceived shopping preferences .808
Concerns about the impact of web-site problems on brand name
.560
Concerns about on-line security .879
The Internet's inability to convey sensual information .882
Eigen Values 3.079 1.114 1.294 Table A4 : Factors and Loadings for Internet Adoption.
Factors Item Measures

On-line sales
On-line Marketing Provision of product information.
.623
Collection of market research information .721
Ordering of goods on-line .917
Payment for of goods on-line .910
Post purchase -confirmatory email .900
Post purchase -order tracking .720
Personalised promotions / offers .827
Registration facilities for returning customers .605
Targeted promotion of goods and services .850
Eigen Values 5.611 1.067 Table A5 : Factors and Loadings for E-commerce Success.
Factors Item Measures
Cost benefits Marketing benefits Low set up costs of on-line operation .939
Low running costs for the operation of the Internet .625
Increased trading hours e.g. 24 hours a day 365 days a year .761
The flexibility to personalise the company's offering .783
Increased access to global consumer markets .772
Reduction in future investment in fixed location stores .898
The potential to market a wider product range .731
A new means of collecting richer customer information .680
Improved quality of communication with customers .747
The opportunity to develop customer relationships .803
Eigen Values 1.295 5.519
